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OoRolt y ‘Qiorendun fo. 29-47 ; 


26 Juno 1947— 


SUBJECT: Organization of the Office of Reports and Estimates, 


1. The matter of realignment of the organization of the 
Office of Reports and Estimates has been under consideration for 
gome time and tho gmarel concept of the basis of organization is 
contained in the asoompanying attechnent. This attachnent, while 
entirely tentative, is tho result of serious study on the part of 
a number of officers. . 


2, It ia circulated ot this tims to Branch and Staif 
Chiefs for their information, comment and recommendation. A ; 
typo organizational diagram has been prepared and is available 
for atudy in tho Office of tho Assistant Director. It ins. 
expected that a detailed statement of the function of vach 
eloment of the organization will be circulated within the near 
future. oe : 


3, In tho moantime, it is desired that each Branch and 
Staff Chief prepare an organization scheme for his particuler 
unit and submit it for consideration to the Office of the Ansiatent 
Director by 3 July 1947, 
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Attachment 
ORGANIZATION 
of tho 


OFFICE OF REPORTS AND ESTIMATES 


lo A auggestion calculated to effeot a compra hensive roatatee 
mont of the mission of the Office of Reporta ond Estimtea within 
the framework of the mission, policies end procedures of the Central 
Intelligence Group han been submittod.to the Director. 


2. Basod on the above montvloned atatement of mission and as a 
result of tha experiencs of the past six montha, 1% is believed that 
certnuin orgenizationsl changes and re-aligamcntr are desirable, It 
acema partinont, therefore, to try at this tims to formulate and 
state the goneral principles which should form the basis of orgeniza=- 
tion of the Office of Reports and Eatinates. 


3. In considering, what should bo the basic structure of an 
4ntelligenos production and presontetion organisation such as the 


Office of Reports and Estimates, one is alnont immediately faced 


with two rether widely divergent concepts. On the one hand is the 
concept that mattors should be dealt with exclusively on a sadject 

or functional basis, world-wide in scope. The other achool of : 
thought insists with much ocogenoy, that subject or functional mtters 
cen bo effectively dealt with only within political or rather narrow 
geographical boundaries. While sonswhat favoring tha first conoept, 

it ia believed that, in most canea, dealing with matters solely on « 
subject basis worldewida in scope would result in so general an intore 
pretation of affalra and ovents as to render such interpretations of 
doubtful value as intelligenos suitable for policy framing and govoerne 
montal decisions. It is believed, therefore, that on organization | 
based in the first inatance on dividing the world into conveniont 
geographical segments ehould be adopted, Each of theso segments should 
bo 80 aolected ms to compose an area of diatinct strategic significance 
to the United States presenting broxdly common political, soolologioal, 
military and oconomlo intererolatioashipa. The orgenization dealing with 
matters within each of these geographical segments, termed a Ragionel 


. Branch, should form tho fundamntal organizational unit. Each Rogional 


Brench should then be orgenizad on a aubjocy. or functional basis with 
personnel supplied in quantity and quality in noocerdance with the 
rolative importance within that particular area of each major topic 
dealt with, To assure that the various major subjects are adoquately 
dealt with on a globul basis, several high level topical groups 

(mown as Frenctional Branches) should be established. It is conceived 
that these Functional Branches will consiat of persons of the highest 
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compatence in thoir respective fields who in general will act as 
high lovel consultonts in their fields to personnel handling those 
untétors jn tho Regional Branches, These Functional Branches will 


‘din offset guide the work of all Reglonel Uranches in thoir reapootive 


aspoolelized fields end in addition will thonselvosa produce broad 
atudies vhenaver thoir need becomes a,parent. duc to the nature of 
the topies ‘ith which they deal, cortain of the Functional Branches 
and/or Groupa, notably Scientific Branch, Transportation Group, and 
tho- Group dealing with United Nationa ai'feairs, should be set up to 
hendle thoir topics entiraly end in detail on a global basis, and 
thus form an exosption to the usual system of Functional Branch 
organization. Such exceptions should continue to be mado whenever tho 
need is apparento 


By adopting such a pattern of overall organisation, markod 
advantages are obtained over tho purely functional or purely regional 
type of organization. 


a. Tho orgenization aystem affords both regional treatmont 
and global treatmont of functional subjects. 


bd. The global treatment of functional subjects under this 

~ plan ia not restricted to tho summation of a series of 
individually prepared va gional treatments, but is based 
en the broadost possible concepts. 


c. Regional treatment of functional subjects is supported 
by the prusence of the functional specialists as oxpert 
consultents in their respective fields. © : 


a. Tho rosulting organization flexibility insures a better 
palanoed oonsideration of affairs in terma of the national 
security; end with greater economy of effort. 


4o It is considered, therefore, that the Office of Reports and 
Estimates should be organised on tho following broad principles: 


a. Fundamental organization unit to be the xegional Branoh. 


b. Esch Regional Branch to be organized on a Functional baaise 
(Note: Jn most cases a further area groupment within each 
Rogional Branch will be desirable.) 


ce. Organize small Functional Branches composed of highly com- 
petent specialists in the major fields of interest to guide 
tho treutmont of their subjects by the Regional Branches and, 
whore desirable, correlate such treatment in global terms. 


d. Organizo a minimum number of ateffs to ooordinate the day 
to day work of the Regional Branches end the Functional Groups 


in the three categories of Current, Staff and Basic Intelli gence, 
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o. Provide a headquarters group of an Assistent Director . 
and hia Deputy, a Plane and Policy steff for planning and 
goneral supervision, ond an Executive Staif to pandie 
administration wad services. 


f£. Provido oun Advisory Board consisting of the Chiefs of the - i 
Regional and Funotional Branches, Global Strategy Group, 
Staffa concerned, end others designated by the Assistant 
Director to advise and consult on general plana and pollisy. 


g&- Provids a Global Strategy Group of particularly highly 

qualified personnel to survey continually the world 

nituation with the particular duty oe ,wqeogniazing and . 
An © 

presenting world movements and bearing on the 

national security of the United States. 


. | he Provids a Reference Center to furnish essential intelligence 
reference servicos. 


io Koop administrative functions to a minimum and wherever 
possible eliminate adninistrative type titles. 


je Insist on full end frea contact and consultation botveen 

™~ the Assistant Director and the professional personnel of 
the Office with a minimum of ohannels and administrutive 
procedures. 


5. Enolosure A is a genorel sohematic diagram of the organization 
outlined above together with an explanation of specific itema whero | 
thought necessary. No detailed toble of organization is submitted at 
this time, but proliminary studies indicate that the proposed organization 
does not ontail any genoral inorease aithsr in numbers or grades of 
personnel prosently authorized. 


6 Early action on ths recomendations contained in this memorandum 
is requested in ordor to permit early reorgenization on the banis outlined. 
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